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1.0 INTRODUCTION 

1.1 PURPOSE 

The City of Hooper Bay proposes to use space in its new water treatment plant and other City-

owned buildings for productive economic activities consistent with the values, vision and goals 

expressed in its Hooper Bay Community Plan.  It hopes to produce income for its water and 

sewer utility; provide for local employment; and create new opportunities in Hooper Bay by 

leasing space to tenants or providing the service itself.  Potential tenants include local businesses, 

health care and other non-profit organizations, construction contractors, State and federal 

government, and others already present or expected to be working in Hooper Bay during the next 

several years.   

Hooper Bay has seen considerable economic activity from the construction of its new school, 

sub-regional health clinic, water and sewer upgrades, a youth and elder cultural center, new 

church and youth center, seafood processing plant and boat maintenance facility, and response to 

the 2006 fire disaster.  Additional road, trail, power, housing, water and sewer, and other 

improvement projects are anticipated.  The City is wise to prepare for these.  

This report is our documentation of research, community meetings, onsite observations, and 

communication with the City and potentially interested parties to help translate the values and 

vision of Hooper Bay into action. 

1.2 APPROACH 

The goal of this project is to produce a practical, common-sense plan for using some of the 

available City buildings to benefit the community as part of its plan for sustainable economic and 

social activities.  The City, its village corporation, tribes, and numerous government agencies 

have invested a lot of money and labor into Hooper Bay.  It makes sense to utilize new and aging 

facilities to continue to benefit the community by: 1) reducing or offsetting fees local residents 

would otherwise have to pay to operate its water and sewer systems; 2) providing services the 

community needs; and 3) providing employment and business opportunities for its residents.  
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Before it solicited our services, the City established a goal of $34,000 per year in net revenue 

from City-owned properties to supplement cash flow for its water and sewer fund.  We agreed 

from the outset that this was aggressive.  This study discusses the opportunities and challenges 

for accomplishing this goal, and includes an action plan to do it in Section 3.0. 

For project kickoff, we met with community leaders and gathered information during a site visit 

in late August 2007.  We also reviewed Hooper Bay’s economic and community plans; 

documentation for several local projects; talked to entities that are working in and investing in 

Hooper Bay; communicated with potential tenants; reviewed Codes and other potential 

constraints; and analyzed costs to develop an approach that we believe is doable.   

The project was divided into three tasks: 

Task 1: Gather Data 

• Reviewed and incorporated information from previous plans, including the Hooper 

Bay Community Plan (January 2006); Hooper Bay Comprehensive Economic 

Development Strategy Plan (July 2004); and other documents. 

• During the first site visit met with City, Native Village of Hooper Bay, Native Village 

of Paimiut, and Sea Lion Corporation representatives, and other community leaders 

and potential users to discuss options and possible commitments for using space.   

• Toured buildings, measured space available, noted conditions, and photographed 

them.   

• Reviewed available new water treatment plant documents, and information about the 

old washeteria, old clinic and six other City-owned buildings. 

 
Task 2: Evaluate Alternatives 

• Identified potential users, partners, and competitors.  The tenant possibilities include 

boarding for construction workers and other community visitors, storage, office 

space, day care, coffee shop or restaurant, and retail sales of building and fishing 

supplies.  Evaluated and compared strengths and weaknesses, as well as constraints, 

limitations and concerns of using space for other income-generating uses. 
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• Considered power, fuel and utilities availability, cost, and reliability.  Noted how 

transportation, availability of labor, marketing, maintenance and management will 

affect implementation of a plan. 

• Evaluated available space, its condition, potential for productive use and projected 

rents and expenses. Identified needs for funding capital projects and operation and 

maintenance (O&M) expenses.  Built a financial model around the City’s goal of 

$34,000 in supplemental net income, using business planning guidance documents 

available from the Denali Commission and Department of Commerce, Community & 

Economic Development (DCCED). 

 
Task 3: Present Findings   

• Developed conclusions in an Action Plan and summarized findings in a January 9, 

2008 draft report; produced 12 copies for City and DCCED review.   

• Using comments from reviewers and other information exchanged at a 

Council/community work session on March 20, we made revisions and produced 20 

copies of the final report.  We are also providing electronic documentation of the 

report on two CDs—one for the City and one for the DCCED.  

 
1.3 PROJECT TEAM 

We kept the project team small and focused.  Our project manager and primary researcher, 

author and presenter is Loren Leman, P.E., a vice president with Michael L. Foster & Associates, 

Inc., and former elected official.  He was supported by Holly Morris, C.P.G., for business 

planning and Carl Grundberg, Professional Architect, for architectural and Code review, as well 

as other MLFA staff for report production.  The City’s contracting officer is Raphael Murran, its 

Administrator.  Substantial assistance was also provided by Marc Cowart, the City’s Operations 

Supervisor.  Janet Davis is the contact for the Department of Commerce, Community & 

Economic Development. 
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1.4 SETTING 

Hooper Bay’s location, climate, and culture have guided and constrained its growth.  Its unique 

location in the Yukon Delta National Wildlife Refuge, one of the best birding areas in the world, 

as well as its world-class artistry and craftsmanship, create incredible opportunities for it.  But 

likewise, it faces other challenges, including its location.  Its willingness to tackle the things it 

can change and work with those it cannot is an encouragement.  It is still rebounding from a 

disastrous fire that destroyed much of the community in August 2006.  The community was wise 

to accept assistance from those who offered it. 

1.4.1 Geography and Climate 

Hooper Bay is located in the middle of the Yukon-Kuskokwim delta at the Bering Sea coast, 500 

miles west of Anchorage.  The community is located on fine-grained silty and sandy soil 

underlain by nearly continuous ice-rich “warm” permafrost, surrounded by marshy tundra dotted 

with numerous ponds and lakes. 

The developed part of the City is separated into two sections: 1) a reasonably compact 

development on gently rolling hills (the “old town”); and 2) a newer section in the lowlands to 

the west.  This newer section now extends from the new school overlooking the Napareayak 

River and Slough to a local housing project known locally as Blueberry Subdivision.  The airport 

lies a mile farther west, adjacent to the Bering Sea.  Figure 1 shows the geographic setting for 

Hooper Bay. 

The climate in Hooper Bay is considered maritime, with an average annual precipitation of 16 

inches, including 75 inches in snowfall.  Temperatures range from -25 degrees F in the winter to 

79 degrees F in the summer.  The Bering Sea is ice-free from late June through October, with 

winter ice pack and winds, generally from the northeast, contributing to more severe conditions 

the rest of the year. 
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1.4.2 History 

The community was first noted in historical records by E.W. Nelson of the U.S. Signal Service in 

1878, less than a decade after the United States took possession of Russia’s interests in Alaska.  

It was named after Captain Leighton Hooper of the U.S. Revenue Cutter Bear.  The U.S. Census 

in 1890 recorded 138 people living in 14 homes.  Despite major epidemics the community 

gradually grew.  In its early days of recorded history it was better known by its Yup’ik Eskimo 

names Askinuk or Askinaghamiut, which refer to the mountainous area between Hooper Bay and 

Scammon Bay to the north.  The name Hooper Bay became common after the local post office 

was established in 1934.  To many locals today, the name for the community is Naparyarmiut, 

derived from the name for the nearby Napareayak River. 

It is noteworthy that Hooper Bay is the largest remaining community in Alaska without 

community-wide piped water and sewer service.  But it has been working on changing this 

distinction for more than the past decade—and soon will succeed.  Water and sewer facilities, 

improved housing, a new school, health clinic, offices, and improvements for its fishing 

community are changing the face of Hooper Bay.  Likewise, so is the response to the disastrous 

August 3, 2006 fire that destroyed its school, teacher housing, a store, 13 homes and several 

smaller structures over a total of 15 acres, displacing 250 people.  The response from the 

community itself, State of Alaska, Federal Emergency Management Agency (FEMA) and the 

U.S. Department of Housing & Urban Development, Samaritan’s Purse, Association of Village 

Council Presidents (AVCP) Regional Housing Authority, Red Cross of Alaska, the Salvation 

Army, other disaster response agencies, and many other organizations, churches, and individuals 

has been incredible. 

Perhaps no volunteering has been as impressive as from the international mission relief 

organization Samaritan’s Purse.  When its President and CEO, Franklin Graham, visited Hooper 

Bay soon after the fire, he committed to helping it rebuild.  Samaritan’s Purse has fulfilled that 

promise by providing funds, materials and construction assistance for five new homes, a church 

and youth center, and was still working on local projects when we visited in August (see 

Samaritan’s Purse information in Appendix C).  The entire fire response is a great example of 

meeting needs of people as advocated by Alaska’s Faith-Based & Community Initiatives. 
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1.4.3 Population and Culture 

Hooper Bay has grown into the largest “traditional” village on the Yukon-Kuskokwim Delta.  Its 

population of more than 1,115, ninety-five percent identified as Alaska Native or mixed ancestry, 

is young (Photo 1 behind the “Photos” tab).  It has been steadily increasing and is expected to 

continue to do so.  The new school, new and improved housing, piped water and sewer service, 

the new sub-regional health clinic, and economic opportunities are encouraging this growth.  

While maintaining its Yup’ik heritage and strong dependence on a subsistence lifestyle, Hooper 

Bay is a “modernizing community” that has been moving toward increased participation in the  

“cash economy.”  The predominant language is English, although Yup’ik is still spoken widely, 

especially among the elders, and is being taught in the school.  Traditional stories, dances and 

songs continue to be passed from the older to the younger generation, as are the skills of basket 

and doll making, ivory and mask carving, skin sewing and subsistence harvesting.  As in nearly 

all rural Alaska communities, sports and playing outside are very important in the lives of its 

young people (Photo 2). 

1.4.4 Community Organizations 

The City of Hooper Bay was incorporated in 1967 as a second-class city in the “unorganized 

borough” of Alaska.  It has a seven-member City Council and a “strong mayor” form of 

government.  Council policy is implemented by a City Administrator and staff.  Two federally 

recognized tribes—the Native Village of Hooper Bay and the Native Village of Paimiut--are 

located in Hooper Bay.  So is the Sea Lion Corporation, the village “for-profit” corporation 

organized under the Alaska Native Claims Settlement Act (ANCSA).  Each of these contributes 

to community leadership, its social structure and economy. 

Other organizations with substantial interest and influence in Hooper Bay include Calista Native 

Corporation; Yukon Kuskokwim Health Corporation (YKHC); the Association of Village 

Council Presidents; the Lower Kuskokwim Economic Development Council; the Coastal 

Villages Region Fund; the Lower Yukon School District (LYSD); Alaska Village Electrical 
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Cooperative (AVEC); United Utilities and Unicom (now owned by GCI); State and federal 

government; as well as churches and other social structures. 

1.4.5 Infrastructure and Services 

With the exception of community-wide piped water and sewer and a road connection to other 

parts of the region, Hooper Bay has nearly all of the infrastructure and services typically found in 

smaller communities in Alaska.  Housing is being expanded and modernized (Photo 3), 

particularly in the aftermath of the August 2006 fire.  However, it still is in short supply.   

Power is supplied by AVEC using diesel-powered generators.  AVEC is planning a windmill 

project to supplement this power and reduce dependence on this very expensive source of 

electricity.  Fuel is available from Crowley Marine Services and is stored locally in tanks owned 

by Crowley, AVEC, LYSD, the City and the Alaska Army National Guard.   

Local roads are being improved to handle increased traffic, dominated by ATVs and 

snowmachines.  The airport has a 3,300-feet by 75-feet runway with medium intensity runway 

edge lighting and 300-feet safety area at each end.  It is impacted by seasonal wave- and wind-

driven erosion and seasonal flooding of its access road.  These were especially noticeable during 

a major Bering Sea storm event in 2004.  The Department of Transportation & Public Facilities 

is considering improvements to the existing airport and even possible relocation of it to a more 

secure site farther inland.  Several airlines provide scheduled and charter service, primarily 

through Bethel.   

Groceries and other retail goods are available at three local stores.  A modern post office serves 

the community.  Health care is provided by the YKHC at a small clinic building (Photo 4) and a 

separate mental health counseling building. A new sub-regional health clinic and employee 

housing for it are under construction (Photos 5 and 6) and are scheduled to be completed by June 

2009.  However, they might be ready as early as December 2008.  The new school (Photo 7) is a 

tremendous asset to Hooper Bay and is a center of many community activities.  A nearby Youth 

and Elder Center is under construction and an adjacent church has a new youth center convenient 

to students (Photos 8-10).   
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However, the community lacks some of the amenities usually found in larger communities, 

including a restaurant, coffee shop, centralized day care, lumber and building supply store, 

airline ticketing, and a beauty salon/barbershop.  Its hotel space is limited.   

1.4.6 Planning Background 

Hooper Bay is fortunate that it has attracted substantial interest from its citizenry in community 

planning.  About 300 residents attended and participated in the first public meeting for its 

Comprehensive Economic Development Strategy Plan in March 2004.  Through continued 

meetings and exchanges among interested participants, a plan with substantial “community buy-

in” was developed.  This economic plan has become the basis for advocating for several projects 

and led to the writing of the Hooper Bay Community Plan in January 2006. 

One of the products from these earlier planning efforts was the development and adoption of a 

very clear vision statement for the community:  To balance our subsistence lifestyle with a 

sustainable economy, compatible with our Yup’ik traditions, respectful of our land and our 

heritage, and supported by a well-educated, trained workforce and first-rate facilities. 

It is not our intent with this Space Utilization Plan to supplant the community planning work by 

others, nor to repeat it in detail in this report.  Rather, we incorporated and built upon it, 

developing options for using City-owned buildings to advance the City’s goal for supplemental 

income consistent with the community’s vision statement. 
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2.0 BUILDING USES 

During our August 28-30, 2007 site visit, we toured buildings either already owned by the City, 

or expected to come into City ownership soon.  We followed up with site visits to some of these 

buildings during our March 20-21, 2008 trip to Hooper Bay.  Marc Cowart accompanied us for 

most of these field visits.  We noted conditions, measured space available, talked with tenants 

and took photographs of nine buildings identified by the City as having potential market value.  

Figure 1 identifies the location of each of these buildings.   

Photographs of each building are provided behind the tab marked “Photos.”  Copies of field 

notes, with sketches, are in Appendix A.  We communicated with several parties we believed 

might be interested in the disposition of the buildings.  Copies of some of the written record from 

this communication are provided in Appendix B.  A list of community and associated contacts is 

included in Appendix C. 

All of the buildings currently provide at least some measure of economic or social benefit to the 

City.  Some are expected to provide future economic benefit to the City—others will not.    The 

following paragraphs describe each building, its existing use and potential disposition in more 

detail. 

2.1 NEW WATER TREATMENT PLANT AND WASHETERIA 

This new facility, housed in a 100-feet by 120-feet insulated metal building constructed on a 

concrete slab on grade, opened for public use in September 2007 (Photo 11).  It is the finest 

facility in the City’s inventory and is expected to provide service to the City for decades.  

Adjacent to the water treatment plant (WTP) is a 420,000-gallon treated water storage tank 

(Photo 12). 

The space identified for potential leasing to a tenant is its second floor storage room, a 40-feet by 

80-feet area, 2,900 square feet of which is usable (Photo 13).  A part of this room is currently 

being used for equipment staging for the water and sewer expansion project—and will likely 

continue to be needed for the next four years, although some other storage for the project will be 

available in a satellite building for the vacuum pumping station.  The WTP room has good 
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height, is clean, dry, heated and well-lighted.  Because of building materials (Photo 14), it has 

reduced fire danger.  The washeteria, showers, and sauna in the building make the WTP a “de 

facto” gathering center for the community anyway, so a use consistent with public availability 

makes sense. 

A key disadvantage is accessibility.  The second floor is currently accessible only by two flights 

of stairs and a cargo bay loading facility.  If this space becomes a “public area,” for example, a 

store, it will need either a ramp or an elevator to provide for access under the Americans with 

Disabilities Act (ADA) guidelines.  Additionally, depending on the use of the space, an area of 

“refuge/assistance” on the second floor, with a telephone and drinking water, may be needed.  If 

this space is converted into office use, the ADA access requirements will not apply because its 

total area is less than 3,000 square feet. The room currently does not have windows to the 

outside.  If it were used as sleeping quarters, it will need an approved egress window for each 

bedroom (see International Building Code requirements in Appendix C) to enable anyone inside 

to get out in an emergency.  The building’s structural engineer designed the second floor with 

sufficient capacity for normal storage; however, if heavy storage is planned (for example, heavy 

building materials stacked high), use cannot exceed the design floor loading.   

Another disadvantage is building security.  Although the public has access to the 

washeteria/sauna/shower area, it does not have general access to the water treatment plant.  Nor 

should it.  If the City decides to change use of the second floor room, it will need to secure the 

water treatment and laboratory area. 

We have assumed the State Fire Marshal will approve a request for a change in occupancy and 

that additional uses for this space will not result in a substantial increase in the insurance 

premiums for the WTP building.  However, before the City commits to another use, it should 

notify its carrier and confirm what the conditions and charges will be.  The additional cost, if 

any, should be incorporated into any new tenant lease. 

We assume that about half of this area (1,500 square feet) could be made available for lease 

immediately, keeping the rest for City utility use.  The identified new possibilities include 

storage, office space, food concessions, lumber and building supply, and boarding rooms.  

Depending on use, required modifications will range from minimal to $150,000.  The most 
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expensive single item will be an ADA ramp attached to the outside of the building to access the 

second floor (Photo 15), estimated to cost $75,000.  Because of the special “skin” of the 

insulated metal building, installation of egress windows and their frames will cost up to $6,000 

each.  For purposes of the Action Plan in Section 3.0, we have assumed minimal modifications 

will be made, consistent with “non-public” uses. 

2.2 OLD CLINIC 

This is a wood frame structure on piling, with a gross area of 1,700 square feet, an estimated 

1,500 square feet of which are usable (Photo 16).  It was built in the early 1970s and is now 

about 35 years old.  It currently is leased to the YKHC at $4,700 per month (heating, janitorial 

and maintenance provided by the City) as a health clinic, but will become available for other 

uses when the YKHC moves into its new 12,000 square feet sub-regional clinic.  This project is 

scheduled for completion in June 2009 but might be ready for occupancy as early as December 

2008.  The City currently does slightly better than breaking even with this lease arrangement. 

The Old Clinic is located at a convenient location near the intersection of Tomaganuk Road with 

Airport Road, in the “newer” part of Hooper Bay.  It currently has water and sewer service 

available to it—and a kitchen area.  The building’s condition is adequate, although some minor 

treatments will be necessary, for example, flooring improvements.  The building is probably not 

well-insulated and shows evidence of some deformities in the structure. The City reports that it 

uses 70 gallons of fuel oil per week to heat it during the coldest parts of winter. Additionally, 

some of its adjacent boardwalk sections need repair.  It has ADA access, although at 27 percent 

slope, the access ramp is steeper than allowed by current requirements (Photo 17).  

We believe this building has potential for alternative uses without substantial modification, of 

course, depending on what those uses are.  Suggested new uses include government offices, a 

restaurant/food take out facility, coffee shop, child care, airline ticketing, and dormitory/bed & 

breakfast. If used as sleeping quarters, an approved egress window will need to be installed in 

each bedroom at $3,000 apiece.  We assume the building can otherwise be brought to 

“marketable” conditions for an investment of $15,000 in flooring, boardwalk and ramp repairs. 
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2.3 OLD WTP AND WASHETERIA 

This 20-year-old facility is actually two wood structures linked by a covered and enclosed 

walkway, all on piling.  It has been a water treatment plant and washeteria/shower/sauna facility 

(Photos 18 and 19).  It has about 2,200 square feet of usable space. 

The good features of this building are that it is located in a convenient spot and is fully plumbed.  

Its condition is adequate, although it is exhibiting wear from 20 years of use as a public building 

with lots of moisture discharged in it.  The insulation quality is unknown, but is assumed to be 

relatively poor.  Some differential settlement is evident and it does not have ADA access.  The 

women’s sauna area was damaged during a building fire on September 1 that also caused smoke 

damage throughout the building (Photo 20).  Some smoke damage repairs were made, but the 

room will need additional rehabilitation to make it marketable for other uses. 

The old water treatment plant will remain in operation until the new WTP is connected to this 

part of the community.  Then the City will need to remove tankage, pumps, old water treatment 

equipment and cap the well, making the water treatment space (600 square feet of the total) 

available.   

The City is currently using the washeteria side as a replacement City shop, which is probably 

good for at least two reasons:  1) the City needs heated shop space; and 2) until the rest of the 

water equipment is removed, perhaps at least two years from now, this will continue to be a 

building with a “utility” feel.  If the City gets a credible expression of interest from a tenant 

willing to pay sufficient rent to make modifications worthwhile and provide cash flow to the 

City, it could reconsider what it does with this space.   

At 1,600 square feet of usable space, the washeteria side has adequate space to be converted into 

small duplex units, generating perhaps $600 per month each in gross revenues, or a total of 

$14,400 per year.  It will need approved egress windows at $3,000 per bedroom for this function.  

Although it has been suggested that this facility could also be used as a camp space, dormitory, 

airline ticketing, or coffee shop/café, each of those uses will require improvements to meet ADA 

and other Code requirements.  The Action Plan in Section 3.0 assumes this will become 

residential space, but the City could decide on another use. 
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2.4 ATCO BUILDING 

This is a prefabricated structure with dimensions of 27-feet by 45-feet (Photo 21).  About 1,100 

square feet of this is available.  The Atco Building is currently serving as an office and dormitory 

facility for the construction superintendent and specialty contract help for the water and sewer 

project.  It is fully plumbed with a bathroom, small kitchen, dining area, office, and six 

bedrooms.  It is in a convenient location, in good condition, likely well insulated and is well-

maintained.  It is already set up as living quarters and could continue to function as a hotel, bed 

& breakfast, or construction camp.   

The Atco Building does not, however, have ADA access, although a ramp to meet this 

requirement will be fairly modest.  To meet Building Code requirements, approved egress 

windows at $3,000 per bedroom will need to be installed if the City leases this as living quarters. 

We have assumed that this building is not available in the short term, but will become part of the 

City’s inventory in four years and will require relatively minor costs to renovate it. 

2.5 OLD CITY JAIL 

This is a 20-feet by 40-feet old wood frame structure, with an “add-on” storage area with a shed 

roof (Photo 22).  It has about 700 square feet of space available.  The Old City jail is located in 

the “old town” area, convenient to the City offices.  The City is renovating it (Photo 23), and 

converted it into a gaming building, to free up space in the City offices (Photo 24).  This is an old 

structure, probably not well insulated and had a strong musty odor when we visited in late 

August 2007.  Paint, other renovations and heat reduced that noticeably by our visit in March 

2008. 

We have assumed that this building will be unavailable for other uses, because of the City’s 

plans for it.  We note that in FY2004 $275,000, more than 25 percent of the City’s general fund 

revenues, came from net gaming receipts.  This is more than washeteria and sales tax revenues 

combined.  The City clearly depends on transfer payments. 
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2.6 OCTAGON BUILDING 

This old wood structure on pilings is one of the more architecturally interesting buildings in 

Hooper Bay (Photo 25). It has about 1,000 square feet of usable space, excluding an alcove and 

arctic entrance.  However, it evidences differential settling and does not have ADA access.  The 

Octagon Building is used for community functions, bingo and dances, and is heated only when 

the need arises.  The City reports that it is expensive to heat.  According to surveying 

information on design drawings for community road improvements, the building encroaches 

somewhat into the road right-of-way.  If improvements to the building are contemplated, 

especially if financing is sought by a new owner or tenant, the City will need to formally vacate 

this portion of the road right-of-way, an easier task than moving the building. 

Leveling the Octagon Building and providing a better foundation for it would be a substantial 

project, estimated by one contractor to cost $400,000.  This number seems high, but it is likely 

that corrective foundation work would exceed $100,000.  It is unlikely the City could secure the 

financing to make this large of an investment in this building. 

The Octagon Building serves an important function in linking Hooper Bay to its past.  However, 

when buildings cost more to operate than they are worth for their present function, changes are 

needed.  City Administrator Raphael Murran suggested that this building might be demolished, 

but also acknowledged that the City Council had not yet expressed its opinion.  We have 

assumed the building will continue to be used as it is now, with occasional community functions 

and limited investment in upkeep or heating by the City.  Some community functions are 

important, even if the City derives little or no revenue from them. 

2.7 OLD LIBRARY 

This is another old wood frame structure on piling, with dimensions of 36-feet by 36-feet, 1,100 

square feet of which are usable (see Photo 26).  The Old Library is currently used by the YKHC 

as a mental health (substance abuse) counseling office.  This is why it is also known as the 

Mental Health Counseling Building. YKHC is paying for fuel to heat it, which reportedly can be 

as much as “five gallons overnight.”  The City derives $6,600 in annual revenues from it, and 

likely puts that much into janitorial and other maintenance services.  The YKHC is expected to 
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continue leasing this building until it moves its counseling services into the new sub-regional 

clinic, perhaps as early as December 2008. 

We have assumed the City will derive no substantial net revenues from this building after the 

YKHC vacates it.  To make it more marketable, the building will need insulation, other 

remodeling, and possibly ADA access.  It is not worth the investment. 

2.8 CITY SHOP 

This is an old, unheated wood frame structure, with approximate dimensions of 20-feet by 28-

feet, set directly on poor foundation soils.  It is located adjacent to the Octagon Building and Old 

Library in the “old town” area (Photo 27).  Although it has served its purpose, it is past its useful 

life.  The City plans to demolish it and move its functions to the old WTP.  We believe this is a 

good idea.  The City Shop is very limited in usefulness—and the City could use the land it is on 

for other purposes.  Snow drifting in this area creates special building access and egress 

challenges (Photo 28). 

2.9 CITY GARAGE 

This structure, also known as the Harold T. Smith Memorial Building, is located along Airport 

Road, on the west side of the “new town” area.  It is an unheated 40-feet by 60-feet wood frame 

structure, sheeted with plywood (Photos 29 and 30).  It has about 2,300 square feet of usable 

space with a high clear span.  This building is in a prime location for storage, a function that will 

continue to be useful in Hooper Bay for the next several years.  However, it no longer has a door, 

parts of its foundation are spreading and one wall is bulging out (Photo 31).  The City Garage 

does not appear to be in immediate danger of collapse, but if the City decides to keep it, it should 

do structural repairs on it.  At a minimum these should include shoring the footings, bracing the 

structure, tying the walls together and straightening it.  Additionally it should be secured to keep 

out children and others who do not need to be in it.   

At the time of our first visit, the City Garage was being used to store construction materials for 

Samaritan’s Purse projects.  We also noted stored materials during our second visit.  It appears 

useful for this—and for storing large equipment.  We have assumed the City will derive 

negligible income from it, but if modest repairs are made, the City might be able to market the 
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City Garage for storage and generate revenues from it.  Alternatively, it might continue to 

contribute the use of it to non-profit organizations that are investing in improvements or 

providing other services in Hooper Bay.  If the building is demolished much of its materials 

appear reusable. 

2.10 SUMMARY 

Our observations on these nine buildings, including their advantages, disadvantages, and 

potential future uses, are summarized in Table 1.  Additionally, we have categorized them, in 

descending order of economic value as: 

Short-Term Promise 

• New WTP and Washeteria 

• Old Clinic 

• Old WTP and Washeteria 

Long-Term Promise 

• Atco Building 

Limited Market Value 

• Octagon Building 

• Old Library 

• City Garage 

Withdrawn for Other Use 

• Old City Jail 

Demolish  

• City Shop 

 
For the Action Plan, described in the next section, we have analyzed costs for only the buildings 

in the first two categories.  Any net income the City might derive from the three buildings in the 

“Limited Market Value” category could supplement income derived from the first four buildings.  

However, we suggest that the City not count on this additional income. 
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3.0 ACTION PLAN 

If the City of Hooper Bay is going to generate revenue from the four priority buildings, it must 

take action.  This section describes the constraints the City faces, an analysis of projected 

expenses and revenues, the assumptions behind the estimate, and specific steps the City should 

take next. 

As mentioned earlier in this report, Hooper Bay is uniquely situated.  Some of its uniqueness 

creates opportunity.  Much of it is challenging.  We have created a financial model for the City to 

lease the first three buildings in the short term to generate net annual supplemental income that 

exceeds $34,000.  When the fourth property, the Atco Building, becomes available in four years, 

income from it will add to City funds.  In this section we derive what the rates must be to make 

this plan work.  We believe they are consistent with the local marketplace, however, to make the 

plan work, the City must find tenants willing to pay the required rent. 

3.1 ECONOMIC DECISIONMAKING 

Potential tenants will conduct a similar analysis—except they understandably consider the 

financial impact on themselves.  Any business venture is inherently risky.  An entrepreneur 

considering leasing from the City will want to be reasonably assured of producing sufficient 

revenues with costs low enough to produce a profit.  Typically a business plan will need to be 

developed, particularly if financing is being sought. A governmental client may look at a 

potential lease slightly differently, but both types of renters will compare the location, condition 

and price for a City-owned property with the competition. 

Preparing a property for lease, heating and maintaining it, and collecting rent are impacted by 

local conditions.  The cost of power and fuel are high—this is true elsewhere in Alaska, but it is 

accentuated in Hooper Bay.  Water and sewer utilities are available to each of the four properties.  

That helps.  Two of the buildings are quite old—yet they must compete with available newer 

properties that might be better equipped.  

The City’s maintenance of the buildings will need to be reliable and timely—and evidence points 

to the fact that the City has a good history in being able to provide this.  Likewise, labor for 
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business enterprises must be available and responsible.  Although the City is not directly 

responsible for finding this labor, the lack of it could keep a business from starting, or 

succeeding once started. 

The cost of transportation, particularly for parts and equipment, is substantial.    Being able to 

market and manage a business and employees will also affect a business enterprise.  Each of 

these factors will be considered by a potential investor. 

3.2 SWOT ANALYSIS 

The Community Economic Development Strategy Plan prepared in 2004 presented a Strengths, 

Weaknesses, Opportunities & Threats (SWOT) Analysis for Hooper Bay.  A similar analysis will 

help Hooper Bay focus its strategies to succeed with this project. We have embedded some of 

this type of analysis throughout this report, but summarize it here. 

Strengths are resources or capabilities that help accomplish a mission. 

Weaknesses are deficiencies in resources or capabilities that hinder accomplishing a mission. 

Opportunities are outside factors that affect decisions favorably. 

Threats are outside factors that have a negative effect. 

 
Table 2 contains a summary of our SWOT analysis, with comments on factors that we believe 

will affect Hooper Bay’s ability to market its buildings. 
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Table 2 

SWOT Analysis 

Strengths Weaknesses 
• Rich Yup’ik tradition in arts and crafts, 

subsistence gathering, and interactions 
between youth and elders 

• Young, growing population 
• Premier birding area 
• Water and sewer expansion, new school, 

health clinic, fisheries support, roads, youth 
center 

• Investments in Internet connectivity 
• Experience managing capital projects, 

demonstrated fiscal responsibility 
• Good start-up record with new WTP and 

washeteria 

• High cost of power, fuel, and transportation 
• Tough environmental conditions 
• Distance to market 
• Limited workforce available 
• Ability to pay, dependence on grants 
• Lack of local marketing assistance 
• Construction materials not readily available 
• Older buildings not as desirable 
• Inadequate solid waste disposal 
• Challenges with telephone and Internet 

connections 

Opportunities Threats 

• Growing market and interest in Native arts 
and crafts 

• Continued and upcoming construction 
projects 

• Birdwatching and eco-tourism expansion 
• Growing local and regional demand for 

health care services 
• Under-utilized adjacent marine resources 
• Small business training, grants, and low-

interest loans 

• Lack of interest or unwillingness to make a 
commitment to take a business risk 

• Overzealous Code enforcement, 
environmental restrictions 

• Competition from new construction 
• Reduction and delays in State and federal 

funding 
• Fishing declines 

 

3.3 FINANCIAL DATA 

To develop a sustainable plan for supplemental City revenues from the four buildings, expenses 

must be estimated, and they must be more than offset by projected revenues.  The following 

paragraphs describe the assumptions behind the estimates and the results from our financial 

analysis.  More detailed supporting information is presented in Appendix D. 
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3.3.1 Expenses 

We believe the best approach is for the City of Hooper Bay to find tenants for its properties who 

are willing to pay rent—and will also cover the normal costs associated with properties, 

including janitorial services, fuel for heating, electricity, water and sewer and telephone. 

However, even if the City follows this approach, it will incur certain expenses with owning and 

managing properties.  These include capital costs for getting properties ready for leasing—

including meeting Code and ADA requirements and making other modifications to make the 

properties more attractive to tenants.  But they also include ongoing expenses that can be 

expected to occur on a routine basis, plus allowances for funds that should be set aside to prepare 

for major repairs (like a water heater replacement) and eventual building replacement. 

We addressed capital costs in Section 2.0 of this report.  As we explained in that section, these 

costs will depend to large extent on use of the property.  Some uses, like public areas (stores, 

restaurants, other services available to the general public) and boarding facilities require greater 

modifications to meet Building Code requirements and ADA guidelines.  Other uses, like 

storage, private offices, and residences require less.  For cost estimating purposes we have 

assumed the minimal capital improvement approach. 

Ongoing expenses fall into three categories important to the upkeep of facilities—and protecting 

the City’s interest in them.  They are: 1) operations and maintenance (O&M); 2) repair and 

replacement (R&R); and 3) capital replacement expenses. 

Operations and Maintenance 

These expenses are for services and materials that occur on a regular basis to sustain the 

operation of a property.  We have assumed the City will maintain General Liability and Property 

Loss insurance coverage to protect itself.  The cost allowance we used for this is the same as that 

used in the VSW Business Plan for the new WTP and Washeteria, which is $2.40 per $1000 of 

valuation.  It also includes an allowance for legal and accounting, and maintenance of the 

mechanical equipment (furnaces, water heaters, plumbing), which normally are the responsibility 

of a landlord.  We have assumed the City will pay for the fuel oil to heat the buildings, to ensure 

continuity of this service, but will be reimbursed for this expense by the tenant under its lease 
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arrangement.  Even though it may not be fully realistic, we have assumed the City will incur no 

additional personnel costs for managing the properties.   

Repairs and Replacement 

The City will also incur expenses for larger cost items that are not replaced each year.  This 

includes a furnace, water heater and major roof repairs.  The R&R portion should be deposited 

into a separate savings account to ensure the City will have funds available to repair or replace 

these items. 

Capital Replacement  

Capital replacement is the amount of money that should be saved each year to replace the facility 

at the end of its useful life.  Although grant funds may be available to rebuild the facility, prudent 

fiscal management says the City should deposit capital replacement funds in a savings account.  

The amount calculated to be budgeted is based on these assumptions: 

• The estimated value of each building today 

• The estimated remaining life of each building 

• The inflation rate is 3.5 percent 

• The interest rate on the savings account is 4.0 percent 

• The City will need to match 20 percent of replacement costs. 

 
3.3.2 Revenues 

The revenues the City will derive consist of two parts:  rental or lease income, and fuel 

reimbursement.  The lease or rental income is based on what can be reasonably expected in 

Hooper Bay.  This, of course, is a limited marketplace and so finding a tenant able and willing to 

pay can be a challenge. 

3.3.3 Net Income 

Net income is calculated by subtracting from the gross revenues the expenses for operating and 

maintaining the facilities, including the amounts set aside for major capital repairs and building 

capital replacement. 
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All of the cost and revenue categories are summarized in Table 3.  This table also shows the 

projected Net Income from each property.  It demonstrates that the net annual income from the 

first three properties is $34,428, which exceeds the City’s goal.  However, to accomplish this, the 

model assumes the washeteria side of the Old WTP/Washeteria will be converted into tenancy by 

others, with income production.  The City has already moved some of its City Shop functions 

into this space and may want to continue using it this way.  Of course, unless it has a committed 

tenant who can pay, it should continue to use the space itself.   

In four years, the Atco Building will come into the City’s rental inventory, increasing the 

expected annual net income by $14,671. 

Table 3 

Cost Summary 

Category New WTP Old Clinic Old WTP Atco Building 
EXPENSES     
 Capital $8,000 $15,000 $30,000 $21,000
  Operations and Maintenance $4,820 $8,680 $6,080 $5,680
  Repairs and Replacement $1,008 $1,979 $1,156 $1,979
  Capital Replacement $3,003 $2,673 $2,673 $2,270
REVENUES  
  Lease or Rent $21,600 $18,000 $14,400 $21,600
  Fuel Reimbursement $2,500 $6,000 $4,000 $3,000
NET ANNUAL INCOME $ 15,269 $10,668 $8,491 $14,671
Note: All expense and revenue entries are annual, except for capital costs, which are one-time. 
 

3.4 DISCUSSION 

The Water, Sewer & Solid Waste Business Plan (draft) prepared by the VSW in January 2005 

has a very important statement in it that is relevant to this project as well.  It is worth repeating: 

It is the expectation that the gravity of financial abilities, learned conservation practices, the 

diligence of management, and the participation of homeowners will interact over time to 

mold and further refine the financial landscape of the utility.  The Business Plan will adjust 

accordingly. 
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The City should continually monitor its costs and adjust its plans. 

The City’s goal for this project is to identify ways to generate at least $34,000 in new 

supplemental income to help offset the costs for operating the new WTP, washeteria, water 

distribution and sewage collection and treatment systems.  This is a worthy goal.  The most 

recent Business Plan by the VSW that we reviewed projects that the water and sewer utility will 

generate a “profit,” even without this supplement, assuming the $85 per month per household fee 

can be collected, and usage of the facilities meets the projections.  The first months of operation 

of the new WTP/Washeteria show the VSW projections may be reasonable.   

At full build-out with 220 homes connected, $34,000 translates to $13 per month per household.  

While this savings is not insignificant, we caution the City to think also of other things that affect 

costs. 

Although outside the scope of this Study, we note that water and sewer rates depend on a number 

of factors, some of which will have far more influence on rates than the City’s ability to produce 

supplemental income from its properties.  These include: 

• Price of fuel 

• Price of electricity 

• Cost of labor to maintain and repair 

• Phasing-in of new services 

• Ability of the City to collect on its accounts 

• Income from the washeteria, saunas, and showers 

• Success of AVEC heat recovery 

 
Good management will be essential.  The City will need to run its water and sewer system as an 

enterprise.  It will have the school, new sub-regional healthcare clinic, Sea Lion Corporation 

Building, stores and Coastal Villages Region Fund facilities as “anchor tenants,” but will need to 

ensure the rest of the community also meets its financial obligations. 
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3.5 STRATEGIC STEPS 

We have included a lot of information with this report and it will take awhile for the City to 

process how it wants to implement its goal.  We suggest that it do so thoughtfully and carefully.  

From the beginning, we agreed with the City that the solutions proposed should be practical and 

common-sense.  The only way this plan will be sustainable is for them to be so. 

We suggest the following next steps: 

1. Adopt the plan or some variation of it. 

2. Actively seek tenants to occupy City-owned buildings as they become available.  

Consider advertising the availability of the properties locally and beyond. Some real 

estate companies offer these services on a fee or contingency basis. The City may 

want this or other professional help. We will be happy to support you.   

3. Seek funding.  From time to time grant funds may become available, particularly to 

make capital improvements.  Any funds so acquired will help the City’s cash flow.  

Consider low-interest loans from the Municipal Bond Bank or other sources. 

4. Negotiate lease contracts that are fair to the tenant and protect the City’s interests.  

Make capital improvements, manage the properties, collect the rents and keep track of 

costs. 

Whatever the City decides to do, it should continue to recognize that it has tremendous assets in 

the community, most noticeably its people (Photo 32).  The capital investments in Hooper Bay, 

particularly during the last three years, are also incredible.  This is a wonderful opportunity for 

the community to help decide its future.  You have our best wishes and support as you do so. 
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PHOTOS 



 
 
 
 

 

 
     Photo 1: Children at Hooper Bay School learn about Alaska’s history  
     and its constitution from former Lieutenant Governor Loren Leman.

 

 
     Photo 2: Long daylight hours in the summer give opportunity for children to   
     play outside. 

 

 
     Photo 3: Many new houses have been constructed during the past decade. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

    Photo 4: The YKHC provides the primary health care services at an aging 
    clinic building. 



    

 
  Photo 5: Construction on YKHC’s new sub-regional health clinic started in  
  August 2007. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
    Photo 6: By March 2008 considerable progress had been made on the new clinic. 

Photo 7: Hooper Bay appreciates its new 74,000-square feet school, constructed for 
$26 million. 
 

        

 
Photo 8: A new youth center and adjoining Covenant Church, constructed with help   
from Samaritan’s Purse,  serves the community, especially its young people. 
    

   



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
      Photo 9: The community is happy with its new church and youth center. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
    Photo 10: The new youth center serves hamburgers, hotdogs, popcorn,  
    ice cream, milk shakes and other beverages. 

 

 
Photo 11: The new water treatment plant, washeteria, showers, and saunas opened in  
September 2007. 

 

 
Photo 12: Treated water is stored in a 420,000-gallon tank for community use. 



 

 
  Photo 13: The second floor storage room in the WTP is well-equipped. 

 

 
  Photo 14: Materials were selected to reduce fire danger in the WTP. 

 
 

 
  Photo 15: A ramp for wheelchair access to reach the second floor of the WTP would 
  be more than 140-feet long. 

 
 

 
  Photo 16: The Old Clinic building has served Hooper Bay well, but is past its useful 
  life as a clinic. 
 

 
 



 
 
 

 

 
  Photo 17: This steep ramp at the Old Clinic will need to be modified to meet 
  ADA guidelines. 
 

 

 
  Photo 18: The old washeteria functioned for 20 years. 
 

 

 Photo 19: The Old WTP serves several buildings in the “new town” area and 
 provides treated water for users to haul to their homes. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Photo 20: Fire in September 2007 damaged the women’s sauna in the old washeteria. 
 

 



 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 Photo 21: The Atco Building adjacent to the Old WTP is used by staff for the 
 water and sewer project. 
 

 

 
Photo 22: The Old City Jail has been refurbished to be used for gaming. 
 

 
 

 
Photo 23: A local painter helps convert the Old City Jail into space for gaming. 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Photo 24: Gaming provides a substantial part of the City’s revenue. 

 

 
 



 
   
 

 
     Photo 25: The Octagon Building is used for community functions. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
      Photo 26: The Old Library is used by the YKHC for mental  health counseling. 
 

 

 
     Photo 27: The City Shop will be demolished and its functions moved elsewhere. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
      
     Photo 28: Snow drifting can be quite sudden and creates special challenges for entering    
     and exiting buildings. 

 

 

 



 

 
Photo 29: The City Garage is unheated and does not have a door. It is used to  
store materials. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
       Photo 30: The City Garage is used even in the winter. 

 

 
     Photo 31: The west wall on the City Garage is bulging and should be repaired. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
                 Photo 32: Young children are a reminder of the tremendous resources and 
                 opportunity in Hooper Bay. 
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CONTACTS 
 
LOCAL  
  
City of Hooper Bay  
PO Box 29 Phone:   758-4311 
Hooper Bay, AK 99604 Fax:       758-4761 
Joseph Bell, Mayor (2008) E-Mail:  cityhpb@yahoo.com 

Gabriel Seton, Jr., Mayor (2007)  
Raphael Murran, Administrator  
Aldine Simon, Clerk  
  
Native Village of Hooper Bay  
PO Box 36 Phone:   758-4915 
Hooper Bay, AK 99604 Fax:       758-4066 
Bosco Olson, President E-mail:  boscoolson@yahoo.com 

Elmer Simon, Administrator  
  
Native Village of Paimiut  
PO Box 230 Phone:   758-4002 
Hooper Bay, AK 99604 E-mail:  aqnapoleon@hotmail.com 

Agatha Napoleon  
  
Sea Lion Corporation  
PO Box 87 Phone:   758-4015 
Hooper Bay, AK 99604 Fax:       758-4815 
William Naneng, General Manager E-mail:  will@sealioncorp.net 

  
REGIONAL  
  
AVCP Regional Housing Authority  
PO Box 767 Phone:   543-3121 
Bethel, AK 99559 Fax:       543-4020 
Ron Hoffman, CEO E-mail:   ron@avcphousing.org 

  
Alaska Village Electric Cooperative, Inc  
4831 Eagle St Phone:   565-5358 
Anchorage, AK 99503-7497 Fax:       561-2388 
Brent Petrie, Manager, Community E-mail:  bpetrie@avec.org 

  Development and Key Accounts  
  
Calista Corporation  
301 Calista Court, Suite A Phone:   279-5516 
Anchorage, AK 99518-3028 Fax:       272-5060 
Matthew Nicolai, President E-mail:  calista@calistacorp.com 
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Coastal Villages Region Fund  
711 H St, Suite 200 Phone:   278-5151 
Anchorage, AK 99501 Fax:       278-5150 
Paul Varady E-mail:  paul_v@coastalvillages.org 

  
Lower Yukon School District  
PO Box 32089 Phone:   591-2411 
Mountain Village, AK 99632-0089 Fax:       591-2449 
John LaMont, Superintendent E-mail:  jlamont@do.lysd.k12.ak.us 

  
Yukon Kuskokwim Health Corporation  
PO Box 529 Phone:   543-6020 
Bethel, AK 99559 E-mail:  gene_peltola@ykhc.org 

Gene Peltola, President and CEO  
  
OTHER  
  
Don Fancher  
Y-K Delta Area Planner Phone:   269-0516 
Dept. of Transportation & Public Facilities Email:   donald.fancher@alaska.gov 

PO Box 196900  
Anchorage, AK 99519-6900  
  
Garry Bowley  
W/S Project Superintendent  
CE2 Engineers, Inc. Phone:   758-4379 
PO Box 269 Fax:       758-4379 
Hooper Bay, AK 99604 E-mail:  garrybowley@gmail.com 

  
Janet Davis  
Division of Community & Regional Affairs  
Dept. of Commerce, Community &  Phone:   451-2746 
  Economic Development Fax:       451-2742 
211 Cushman St E-mail:  janet.davis@alaska.gov 

Fairbanks, AK 99701-2744  
  
Karleen Jackson, Ph.D, Commissioner  
Dept. of Health & Social Services Phone:   465-3030 
PO Box 110601 Fax:       465-3068 
Juneau, AK 99811-0601 E-mail:  karleen.jackson@alaska.gov 

  
Paul Weisner, P.E.  
W/S Project Manager  
CE2 Engineers, Inc. Phone:   349-1010 
PO Box 232946 Fax:       349-1015 
Anchorage, AK 99523-2946 E-mail:  info@ce2engineers.com 
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Roger Burleigh, P.E.  
Village Safe Water Phone:   269-7606 
555 Cordova St, 4th Fl Fax:       269-7509 
Anchorage, AK 99501 E-mail:  roger.burleigh@alaska.gov 
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